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Evaluation Interviews for
Better Performance

[121.11 Hold an intervielw with the em-
ployee as soon ag convenient after you have

"rated him. This lets you:

® Discusa the job and its responsibilities.

® Clear up any misconceptions,

® Suggest ways the employee. can improve un-
der-par arcus. :

® Lxplain cumpany policies or actions that may
have caused dissatisfaction. :

® Motivate the employee to perform better in
the future.

® Boost his morale, by telling him what he’s
done well. '

This interview is a good time to correct an
employee’s faults. Here, comstructive criti-
cism is a scheduled order of business. The
employee is braced to hear the worst; many
times he’ll be favorably surprired. So, he'll be
in a receptive mood to follow your suggeations,

1. Begin the interview by asking questions.
The employee’s answers and renctions will Rive
You an opportunity o lead into things gradually.
Don’t sturt with negative comments.

2. If you have a number of negative matters
to take up, allow more time for the interview
than you would otherwise. This will give you
a chance to discuss what the employee should
do about improving. He can suggest positive
steps for his own development.
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3. Make all correction constructive. Give the employee pasitive ways
of building up his self-confidence, and improving his performance.

4, Ina subseque’nt inferyiew, flud out whether the employee actually
took some or all of the correptive steps that you suggested; seg how they
affected his later performance. '

5. Give the employee a chance to suggest specific ways the company
éould improve dperativns, and make his work more effective, Hear him
out. Some of his ideas may be worth passing along. If you feel his
suggestions wouldn't work, don’t ridicule his idea; don’t paps the buck
to higher management (“I'd go along with yeu, but they wouldn't see
it that way.”) ; let him know if you thirk 8 change might be made later
on, if not immediately.

A successful evaluation interview with u key employee, for example,
a professional worker, a salesman, or a first-line supervisor, often means
significant gaink. 'On the: other hand, an unsuccessful intgrview with
a key employec may mean lost sales, lower efficiency from other workers,
as well. Often, a rater is unprepared to meet the reaction he gets when
he holds the evaluation interview. Ili¢re are typical reactions — and
suggestions on how the rater can deal with them more effectively:

» The employee who pushes for a raise or promotien: The employee glows
with pride when you tell him the eompany is pleased with his performance. le
next wants to know how much of a raise he'll be gotting; when he'll get i3
what sort of promotion you have in mind “or him. :

® If he's a top-fight performer you sl ould have his future advancement
planned ahead of time. Give him the facta, dstles and figures.

@ If he's good, but you don't expect to advance him for & few months, tell '
him so. Let him know you're working witii him to get him advanced as
rapndly as his abilities and performince Justity your contidence in him.

@ If his performance I8 good, byt not cutatanding, tell hion what short-
comings are standing fn his way now, suggest what he car. do about them; tell
huin when he’ll be scheduled for another cvaluation, :

® If his performance is sverage or below average, don't give him false
hopes. Check yourselfi Perhaps you cnvered up an unfavorable raling in
such a way that the employee interprets abscnce of crdicism as pruise. If the
employea pushes for advancement despite mediocre performance, tell him
frankly that he’ll have to show improvement before he can be considered again.

» The employee who misunderstand<: No matter what you say to him, the
words hit him the wrong way. Or. he mey be oversensitive to your personal
reanction to him as an individual. (For example, if you admonish him about a
small mistake he may feel you're riding Eim too hard or that yeu're kidding.
It depends on the man and the clrcumstances.) ;

¢ Choose your words carefully, so they mean what you want thém to mean.
1t there's possiblilty for doubt, define or explain as you go along.

e e
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mployces often don't hear things they, do
egspecga 5:5}(.gm§_;1,;o:;mnka 100 productw‘g ”’ﬁ”‘

gel heis outdone the limit by niaking ‘1507 al
~ere productive. Make sure

department to lmn out some problenis may flatter some
are many will resent being classified ay “old.” s

» The Mrplweé,wio wants to arpue: For many 'ehip“!dyar
way of talking through their problems. By listening to a m"gn:

supervisor may be&ahulq to find the true source of trouble.

©® Thank thelmioyg for putting his point of view inio wuﬁy
you'll loak into the ituatton he thinks is troublesome, and w?f tal
About it agein. - . o

® Don't be drawn Into an argument. : cod s T e DAL

i

® If the employee objects to a purticular evaluation as unran;‘_? i, h 9, .o
understands your position —cven if he doesn't agree with it But, don’t back ..
down. . :

e T

@ Follow up on this problemn. Hold another interview afievf-n you've in-

veatigated his complaints, ‘
Loasm wiesgeany ""'; feo ¢
when you dis-

» The employee who geis angri; 1f an employee blows uér
14ps, wait a few

cuss his merit ratings, let him! Waijt for him to coul off; per
days to reschedule an Interview,

& Don’t take advantage of the fact he lost hig temper. Mt{ke'g" p_ol':r'.lt’ of

being friendly when you meet him around the building after the unpleasant
session. '

@ If he's still sore during the seconit interview, ‘heur him out. Don‘t get k
Angry or argue with him. But Jdon't avold future interviews \é’lth him, just
because they’re unpleasant experiences. (He'll learn to stage a ﬂare-up when-
ever he doesn’t want to discuss a problem in the future.) !

@ Try to avold the “either-ar-else"’

situation, which forces fmu to ln\'dke
discipline to save face. Wail for him to

calm down; then try to persuade him,
> The conacientions obijector: This emplovee mokes a4 carecr out of feellng

misunderatood. He objects to your evaluation, and says s0, but without emo-
tion and without the temper tantrums. o

@ Discusa the emplayee’s objections; try to find out what's b;.vt-hed.ng hlr&
If you find out Jater that he had & point, concede it ‘

® Don't let the disagreement warry you. Be

calm abouyt a Wfference of
opinlon.

@ Don't let the difference of opinion handicap vour
relationship. Check up oceasionally to see that the ¢a
keeping up his perfarmance. not gooling off on the job

personal or working
nscientious objector i
o get even.

» The yes man: Superficially, he's casy to handle; doesn't give you a hard
time. But, underneath it all, you ean’t he sure whether he's héurd your com-
ment; whether he agrees or disagrees; whether he cares. Ushally, his per-
formance is only so-s0. v T
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® Continue the interview, despite his agreement. Often, his technjéue Isa
device to keep you from discussing his shortcomingsg any further, Sl.;n.uarly. .
discourage or pass over his attempts to compliment or flatter Your supervisory
abilities. '

® Ask him why certain things happered or didn't go well. His answers
may give you a clue to his difficulties. -

® Tell him what's wrong: what be must do to Improve. Don't ask for
admissions, spologles, or general aAgrecment. But ask his cooperation to follow
2 specified plan of action. Hold him to it. t

® Supervise him more intensively than you have before. Hold foilow~up
interviews frequantly. Try to Jolt him out of his rut.

Use the foregoing guides and you will be amazed at the improvement
in your interviewing techniques. These and many other useful and
practical jdeas for developing, training and supervising key employees,
43 well as salesmen, are contained in Training and Supervising Sales-
men* by Charles L. Lapp. i

* Published by Prentice-Hall, Inc., Eng!ewm;d Clifrs, N.T.; price: $595. °

If You Had to Decide Quickly —

When faced_ with a problem involving an employee, you don'i
generally have days or weeks to study it. Test your ability to
make correct, on-the-spot decisions in the situations below.

£Y21.23 “April Fool” Joke Backfires.—Problem: After arrfving at work
on April 1, an employe¢ telephoned a co-worker ta report a “fire” in the garage.
An alirm was gounded before the employee eould explain it was just a hoax.
When the fire engines came, the employce said the “fire” had just been extin-
guished. The company was 8urpicious; as 8 result, the. employee wag dis-
charged. Was the discipline tos scvere?

» Jolution; Yes; in this plant, practical Joking was a common occurrance;
here, the employee became the butt of his own Joke. When a similar CrRHEe was
brought before an arbitrator, he decided the employee was not guilty of willful

' misconduct, and ordered him reinstated with one-third hack pay [Suzio Con-
struction Award, $ ALAA § 70,918]. Bee | 11,105 et seq., 88 to disciplinc and
discharge.

[Y21.33 Sick Pay for Ahsence Epidemic.—Problem: In ope day, 22 em-
ployees of a utility company’s street gang called in sick. Normally the com-
pany required proof of illness nfter one day of ab=ence. Since there had been
a recent reduction in overtime, the company refused to give the men rick pay
on the ground that the act was & retaliatory vne. The company investigated
the mass absence the same day. Was the compuny right?

» Bolution: Yes, under the elrcumastances, 22 men demanding sick pn;ly for

the same day ahould arouse sufpicion. An arbitrator deciding simllarly in a

previous case, granted sick pay only 1o those men who had valid excuses

[Bridgeport Gas Award, § ALAA 170,983]. Sce {9504 as to eligibility re-

quirements for sick pay.
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